VRWIn

o FWWET arwiwitme |

the association president ¢an provide a
list of former members of the unit,
many of whom will be happy to write,
share photographs, and furnish informa-
tion, Additionally, if a unit historian has
an opportunity to meet face-to-face with
former members of the regiment, he
will gain much by interviewing these
eyewitnesses to the unit’s history. (For
more help, see also “‘Unit Histories:
A Guide to the Agencies That Can
Help,”" by Major Glenn W. Davis,
INFANTRY, lanuary-February {987,
pages 13-14; and letter, INFANTRY,
July-August 1987, page 4.)

INFORMATION

As soon as the historian has collected
some information about the unit’s his-
tory, he should begin disseminating it
within the unit. He might establish a
column in the unit’s newsletter, if it has
one, and develop a fact sheet that focus-
es on significant events in the unit's
history for use by promotion and sol-
dier-of-the-month boards. He can pre-
pare short lessons to share &t a unit
award ceremony or during professional

development training. In addition, he
should keep the former members of the
regiment informed about the current
unit,

A unit historian can create many
opportunities for soldiers to develop
esprit. Here are some examples of
history-related projects:

* Develop a display containing photo-
graphs of the unit, past and present.

¢ Create a wall commemorating the
soldiers of the unit who have given their
lives 10 secure the freedom the unit’s sol-
diers enjoy today.

* Build a display honoring the former
soldiers of the unit who have earned the
Medal of Honor or the Distinguished
Service Cross.

* Display photographs of the Distin-
guished Members of the Regiment and
highlight the contributions these sol-
diers have made to the nnit.

= Inchude former members of the unit
in newsletter mailings and invite them to
social functions.

* Have the soldiers in the battalion
send Christmas cards to former mem-
bers of the unit to ensure that they are
remembered during the holiday season.

* Sponsor visits to the unit so that

COOP

former members can see first-hand what
their unit is doing today.

Through an aggressive unit history
program, today's soldiers can gain g
meaningful relationship with those who
preceded them. Through photographs,
letters, and direct contact with the
former members of the regiment, a unit
can develop a stronger sense of itself, at
the same time learning much useful
information. When conducting after ac-
tion reviews of simulated combat bat-
tles, the unit can draw upon the actual
combat experiences from its past to
illustrate key points.

A good unit history program should
focus on the element that is universal
and central in-war—the soldiers who
serve. A unit historian who is energetic
and hard working can help create a
sense of esprit in a unit, and as a unit
develops esprit, it becomes stronger and
more combat-ready,

Lieutenant Erc W. Stinebring, while serv-
ing as a plateon leadar and company execu-
tive officer, has also served as unit historian
for the 1st Battalion, 52d Infantry, Fort Jrwin,
He Is & 1985 graduate of the Officer Candi-
date School at Fort Benning and holds &
master's degres from Indiana State Uiniversi-
ty.

The Commander’s Organization
Orientation Program

A professional officer, when the time
comes for him to take command, wants
to be as well prepared as possible. Many
articles are written on the subject of
preparing to assume command, but they
normally concentrate on the change-of-
command inventory and the unit’s trans-
ition from one commander to another.

CAPTAIN MARK W. McLAUGHLIN

They seldom mention another aspect of
assuming command—understanding the
senior commander’s intent, policies,
and procedures, and what he expects.
A new company or battalion com-
mander will receive an in-briefing from
his senior commander, of course, but
the discussion probably will not include

14 INFANTRY November-December 1989

the requirements of day-to-day activities
and reports. Each unit has policies and
procedures that have developed through
habit, location, and mission, and its
commander’s intent and interpretation
of Army policies and procedures. To be
effective, an incoming subordinate com-
mander must learn to use and under-




BRIEFER SUBJECT

Executive Officer Commander’s philosophy and leadership concept.
Command and staff relationships.

IG and command inspections and the latest resuits,
Officer Professlonal Davelopment Program.

Unit tours and soclal events.

Muin

Safety program.

5-1 Strength management policies and procedures
: {daily status, PAl, SIDPERS).

Personnel management policies and procedures
{EERs, awards, promotions, NEQ).

Legal policies and procedures {administrative
actlong, Artlcle 155, tratfic points).

PAC procedures (personnel actions, hours).

Publications management and administrative
support.

Unit safety program.

NEO pragram.

Promotlon‘status.'x

. OPFOR lntolllgenoe brieting (SAEDA, GDP),
-~ OPSEC pélicies and procedures.

- Physlcal seoumylcrlme preventlon.

. 1PB of :

losophy amd guidemoe.
18-month ovsrvjew of training events.
© General Defense Plan and War Flan overview.
Unjt hattle drills and .alert procedures. I
Unlt-parﬂcular tralnlng events. procedures, and
sopbloa, ) .

APR]'zprogedu'"reséandgdaf[y PT aotlvitles

Off-duty,eduoaﬂon ‘policies.
arti':wrshlp actlvitlas o
X ppo ,‘schedulo .and requlrements

PR

mﬁc-

conﬁuggpfrﬁ “on Inventories,
A5 ii'i]tablmy;*survoys, and .Inspections.
Insp ’ct'lon procedures ‘of sub-unit areas (supply

ST _‘_ f'oilltles, supporl)

ADAP procedures.

s PLL proceduras. :
Dlspatchlng procedures.

- Drivars lrainl g awards program.

. Senlor Medical NCO/PAIMD ' SIck call’ procedures
e ) , Proflie poucyw :
o . ; Waeight control program
T ’ Drug ‘and alcohol program,
Hearing’ conservation program.

fop

Poﬂc[es and procedures of unit NCO corps.
CSM procedures with sub-unit senior NCOs.
NCO professional development program.,
Senior NCO asslgnment program.

-Qomrnand Sergeant Major

NBC- pollglesmndfprocedures : B

Itid} allocatluns. - h L

d pre focedurss. BRGEE
r‘ﬁcodures. sl - B

stand these unique procedures.

The Commanders Organization Ori-
entation Program (COOP} was devei-
oped in the 1st Brigade of the Ist
Armored Division to introduce incom-
ing battalion commanders to the policies
and procedures followed within the bri-
gade. It has also been adapied to other
levels of command and for other pur-
poses such as a junior officer profes-
sional development orientation of staff
functions or an in-briefing for new staff
officers.

Most new company commanders, for
instance, are selected from among the
staff officers within a battalion, but they
are not Tikely to be as familiar with the
command policies or procedures as they
need to be to function as effective com-
manders, A former battalion S-4 may
well know the commander’s policies on
supply and procuremesnt, but he prob-
ably will not have concentrated on the
requirements for the unit training sched-
ules or the procedures for handling the
communication operation instructions
or the promaotion roster.

Under the COOP program, the execn-
tive officer or senior NCO of the new
commander’s unit schedules a series of
briefings for him before he assumes
command, preferably all on the same
day. An example of the subject areas
that might be covered is shown here.

A briefer must remember that an
incoming commander will meet many
new people, learn many new facts, and
therefore should not be expected to
remember everything he hears. Accord-
ingly, much of the material--such as
SOPs, policy letters, or other docu-
ments—--must be in the form of hand-
outs. (Handouts also keep a briefing
short and save time.) A briefing session
should include au introduction to the
key personnel and a short tour of the
work places but should not be used as a
social call.

Through such briefings, a new com-
mander can be indoctrinated into the
way things work on a daily basis. Each
staff officer will have a chance to
emphasize the areas he thinks the new
commander should know about. The
command sergeant major will also have
a chance to talk to the new commander
from an NCQ's point of view. And the
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executive officer will have an opportu-
nity to watch his staff organize and
prepare a briefing and to redirect priori-
ties for them as needed.

This program has proved quite useful

Fighting the

One Army—One Standard, “This is the™
motto that combat arms commanders,
whether Active Army or Reserve Com-
ponemt, must set as a goal for their
units’ training. As the time margin
between mobilization and battlefield
commitment shrinks, achieving combat
readiness, particularly in the Reserve
Components, is the highest priority. The
units that survive the confusion and
physical exhaustion of the first battle of
the next war will be the ones that have
trained their leaders to be fighters, not
training managers,

What makes this such a challenge is
the relatively small amount of time a
Reserve Component company com-
mander has that can be used for actual
training. For example, an urban-based
unit such as the 2d Brigade, 42d Infantry
Division, in New York, has only ten
training days a year for ARTEP training
aside from the annual training period,
which is set aside for ARTEP evalua-
tions. And too often, training restrictions
such as the lack of suitable training sites
close to the armory further reduce the
usable time in a 48-hour weekend train-
ing period to six or eight hours.

To make better use of those 48 hours,
a commander must take several steps.
First, he must look at an upcoming
ARTEP weekend not as a training event
but as the first battle of the next war his

for orienting new commanders at com-
pany and battalion levels, for in-briefing
senior level staff officers, and for help-
ing to see that a staff has its priorities in
the best order to support the commander.

48 Hours

Captain Mark W. McLaughlin—-formerly a
company commander in the 7th Battalion, 6tk
Infantry, 1st Armored Division—is now as-
signed to the 1st Special Operations Com-
mand at Fort Bragg,

Reserve Component Battle

CAPTAINGERMAN J, VELEZ

company will fight. Then he must train
to win that battle.

About 60 to 90 days before the drill,
he should review his mission essential
task list to see which ARTEP missions
and sub-tasks his company needs the
most work on—for example, a platoon
defense, or a movement to contact and
hasty attack. Next, he must select the
platoon that is to be tested and advise
that platoon leader of the ARTEP mis-
sion he is to perform. He might decide,
for example, that his Ist Platoon will
conduct a platoon defense, and he will
task organize the rest of his company to
oppose that platoon.

CHALLENGE

In effect, he challenges one of his
platoon leaders to battle. Then, forced
to rely on his capabilities and those of
his platoon to accomplish his mission,
the platoon leader can use the remainder
of the time before the drill preparing his
platoon for its mission.

The company commander should se-
lect a training site that will allow his
units to maneuver in both daylight and
nighttime conditions. He should then
have his first sergeant prepare a roster
of the people who will not be available
for training (because of schools, medi-
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cal restrictions, driver training, and the
like). Scldiers listed on this roster can
be used as drivers to transport the troops
and for other support details such as KP
and guard duty. In the meantime, the
<company executive officer=-working
with the supply, training, and adminis-
tration sergeants—hammers out the ad-
ministrative details to support the mis-
sion. This frees the commander and his
leaders to concentrate on the upcoming
battle.

Finally, the commander should coor-
dinate with his battalion headguarters
for a controller-evaluator team to con-
trol the play during the exercise. (In-
stead of setting up the training schedule
to run from 0700 to 1700, a commander
should schedule his exercise—minus sup-
port, administrative personnel, and
drivers—to run from 1200 Saturday to
0600 Sunday.

The exercise should be conducted as
it would be at the National Training
Center with free play between the sides.
The time for meals, resupply, and rest
would be dictated by the tactical situa-
tion that the company commander con-
trols and stimulates from his command
post. By creating as realistic an environ-
ment as possible, he can expose all the
elements of his command, from platoon
leader to rifleman, to the shock and
confusion of battle, This also allows



